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Although oc&had been the subject of much self-analysis and 
also of internal examination by the IG and others during its first 
decade of existence, it had not been subjected to detailed scrutiny 
by independent experts from the outside. In 1956, largely upon the 
recommendation of one of his Special Assistants, the DDI (Mr. Amory) 

library 

proposed to the DCI that a panel of experts be engaged to make a 
special survey of the CIA Library. Concern had been expressed, 
for example, regarding the alleged poor quality of selection of 
material for the Library's collections and the use of the ISC for the 

i be 
catalogud. of books® With the approval of the DCI, there was set in 
motion a far-reaching study of major proportions which, indeed, went 
beyond the Library per se and became involved in virtually all aspects 
of WY dentral Reference pervice. The "Library Consultants Report" 
which resulted from this survey marked a watershed in the development 
of OCR and was followed by a complete change in the top management 
of the Cffice. As will be seen, the report did not of itself generate 


many changes of major significance in OCR organization and operation, 


but it did serve as a point of departure for a thoroughgoing analysis of 


be Cas the bh LO son LOL 
GCR by the new administration under the leadership of the sew 


25X1 as 
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Chapter IV. Transition, 1957 - 1958 


the 
].(kibrary Consultantsf Report 
“[n discussion with the Curator of the Historical BNE Tdonice 


i Assistant at the time, the DeTWes urged to have 


Collection, who was ¥ 
a special survey made of the TA Library by-e”panel of outside experts. The Curator 
ene” 


was concerned, for examp 1 Se 
wo 


the Library's sefTéctions and the use of the 


(oe 
Dpl—sébmitted the proposst’ te the-DCr who..approved 


25X1A(Planning)s[ | was designated Chairman of an internal CIA Library 
Aten Heme G 
sone 


Survey Committee on 22 August 1956, and various components were asked to f 
beer 


jw 
25XK1A Rep Ssentacives._ ne Commi ttee selected the following librarians to constitute the, 


. The Assistant to the DDI 


consultants: 


The Committee prepared 


terms of reference and a suggested agenda *fer—the-consuttants. —ooon| 


ORR, was appointed as escort for the consultants. 


The consultamts spent part of each of fifteen weeks studying the 
information activities of the Library and related operations in OCR. They interviewed 


LEGIB 
research analysts, conducted sample tests and presented their final report to tke G - 


ha a. 


ODI 18 May 1957. Cada) ais Conseltants 


The AD/CR pulled papaphes 143 cormerets From the Rreeorty "Summar 
i comented on oF the tiem mn thnting 
Pre—his_various “comments. 


of Findings Requiring Action! ane weete—te each to the 
+6 on 
DDI. In one of his memorandg, (7 june 1957) ako the DDI} the AD/CR summarized 
at fe fags saan x 


his first mip resotensen ne report by the Library Consultants is highly critical 


of os its Tbe PIgence: area Code, and its mechanjiged approach to the 


copter vie, ennai se 
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documentation problem. It recommends that we (1) cease usihg microfilm aperture 
cards and go back to hard copy, (2) abandon the Intel lofax system, and (3) expand 
the Intelligence Publications Index into a monthly publication much like the 
Bibliography of Agriculture which should include ‘'all documents, books, and 
periodicals that make a substantive contribution'....The specific criticisms in 
this report are very disturbing. All but a few are at least partly valid and, 
though many serve only‘ to underline and emphasize defects of which we were already 
aware and for which we were already trying to find cures, some of them do reveal 
weaknesses whose existence we did not suspect." He offered to follow through 
seriatim on the recommendations \ Cabell) ~ 
" A aw® ¢ 
In another memorandum, to the 050,.8 ery 1957§# the AD/CR 

requested that the Inspector General conduct a formal investigation into the 
records maintained by OCR, because the AD/CR had found that the Library Consultants 
had made certain statements which he "found to be untrue or misleading.'® He was 
concerned that the suspicion might arise that OCR may have tampered with the 
records; the Inspector General could determine easily whether the records were valid. 


ou OF KEE 
Comments te the Consultants! Report were also supplied by OCR officials_as 
4A ; 


approprtete . 

The effect of the Consultants! Report on the Office of Central 

aud Is tom ene Nffircy /t 9 od FF A8S. 

Reference ti took a long time to gauge, kpeettTety,, The most immediate result 
was a dramatic impact on the morale of the personnel, particularly since the 
AD/CR, James M. Andrews, resigned in August 1957 after having served as the 
leader of OCR since 1948. One of the many side effects of the Consultants! Report, 
for example, was a feeling on the part of the staff that the Report stressed sre & 


*§ 
lack of professionalism in OCR response to its service requirements. OCR believed 


yx se 
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Insert Page 13 


This new leadership brought with it fresh insights from long experience 
at senior levels both in management and in intelligence production. [| 25X1 
came directly from the Cffice of National Estimates, where he had served as 


Assistant Director and as a member of the Board of National Estimates. He 


2fSe held. 
had handled, for a time concurrently, the position of Executive Secretary of 
4 25X1A 


the Intelligence Advisory Committee. E+] had served in the 
Gffice of the DDI and, earlier, was identified with the Office of Research 
and Reports (ORR). This injection of new blood from outside CCR—and 
especially from user offices—carried with it the potential for dispelling any 
parochialism which OCR may have developed over the previous decade. 
Many new people became involved in studying OCR's problems and CCR 
itself entered into an intensive period of leadership in information handling 
in the Intelligence Community. The new AD/CR [also recognized 25X1 
the low ebb of CCR morale; by patience, understanding and vigorous 
attention to improving the image of CCR and the greater involvement of 

his harassed Division Chiefs in the planning for OCR's future, he managed 


in time to restore the confidence of CCR in itself. 
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eo reputation within CIA as primarily a clerical operation was an unjust one 
after Ylew /tried 
and the Consultants added nothing to impreve this. OCR had many times to raise 


the grade level of its staff by stressing the professional knowledge and ae 


Gn unparliak 
required in many of its activities? 3 the-most-recent acknowledgement of nine Zi 


. ad 
one toe ae Inspector General's survey of OCR, wheok Shaedl Pres £ 
“ worted a Gust med ty 
The staff had ganteihuted considerable man hours to respond to 
Provict> 
the requirements of the Consultants by wayeef stati stics, special samplings and 


an aet con twb ot 
other extra contributions. To have,t ese,mi sinterpretad, as later study proved, 


+0 
43 


melped:. lower morale. A cut in the OCR aie ceiling at the ee of 


19, 
the DDI from[—«idja'so in Auguse, 
2. Changes in OCR Management 


The following changes in OCR top management occurred in September 


1957: 


25X1A Paul A. Borel appointed AD/CR, vice James M. Andeews> toy gned 


[ appointed DAD/CR, vice [reassigned 
25X1A : 
[ designated Special Assistant,ABZR instead of Executive, 


ce” 


pine : 


Rha 


p4 . U Novenber 19574 


‘. \ Z 
fel WIM phy y luteal Vike ae. 
ffect these significant enSngES 


URS b6S8 al red 
: 1) dissetved- the Operations an as a separate entity and deeertret- 


of CC put va Hi ead 
nea? its functions to other OCR componentss 2) food the Statistical Division Zetec. 


Fontes se / 
rtd “the Statistical Branch of the Special Register scx Pdf ne ay 


Oaie oaf—the—Dixvisien, and 3) fccepted) the transfer of the Office of Training Library 
25X1A 


Wi 
with its staff of six to OCR, thus making this specialized library service an 
A 


integral part of the Agency's over-all library facilities. 


SECRET 
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3. New Look at Library Consultants! Report 
if werd 

The s@® AD/CR wanted to assess for himself CIA Library operations 


and the validity of the recommendations in the Consultants' Report. He therefore 
/in November 1957 

established sixteen Task Teams to study and evaluate the findings of the consultants. 
Other offices in the Agency cooperated in the study by contributing the services of 
more than thirty of their employees as Task Team members; thirty-seven of the Team 
members were OCR employees, HO 

Copies of the Consultants! Report were also sent to the heads of CIA 
operating offices XMXEXK with whom OCR was in most immediate contact. In January 
1958, the AD/CR organized this group formally into the Central Reference Advisory 
Group (CRAG) to advise him on problems of mutual concern to OCR and the operating 
offices. The regular membership of CRAG included the following officials: Assistant 
Directors of Basic Intelligence (OBI), Research and Reports (ORR), and Scientific 
Intelligence (OSI), and the Chief, Foreign Intelligence (FI). Other operating 
components were invited to sit in on matters of direct interest to them. The AD/CR 

it : 


was the Chairman. anne > 


In March 1958 the AD/CR issued a "Status Report on OCR'' which, thou 
Cin offjieea 
prepared primarily for OCR “ was used as one means of informing other of OCR 


1S ws i ILLEGIB 
progress and problems, and a ackground for CRAG 5 Precheptreeie a 4 


pow, “Fhe report mentioned the Task Team reviews, administrative 


and operational problems and statistics through calendar year 1957, and provided 
Sy 

an index to OCR. The review of selected OCR programs in the report highlighted 

activities such as the travel folder program, mechanical translation, radio 


frequency usage and exploitation of government sources. It concluded with the 


: CIA-RDP84-00951R)D00200040001-7 
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research and ees in this area. at. a grees fo foe tak fet the f 
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1958, the 16 Task Team Reports had been prepared for 


the AD/CR, who presented a Summary of the Task Team evaluations to CRAG for 
information and possible future CRAG action. In his covering statement to CRAG, 

the AD/CR states, "It is almost impossible to say, but it is my guess that, over-all, 
the area of agreement between the respective findings, conclusions and recommendations 
of the task teams and those of the Consultants is somewhere between 50% and 60%. In 
some cases the findings were validated, but different conclusions or recommendations 
were arrived at. In other cases, the findings could not be validated, but similar 
pea ae fpalriy DA were arrived at,'' - atheail G 


- carpet al Library Consultants met with top OCR management and 


various Task Team Chairmen to discuss their respective findings. The Library 


ths 
Consultants presented an oral report to the DOI based on the discussions during thes@_ 
time 
serse-aays spent with OCR. 
Cae he he fb 


On 12 June 1958 the AD/CR presented a memorandum to the DOI, subjects 


iv 
Immediate Program for Implementing Recommendations of the Consultants and the Task 
eo gvet 
R ¢ Teams, requesting his approval of a program for action. Although whe OCR pega parpoash 
imcluuted prayed ta iy ge 
GF executive action;extended beyond the scope of the Library program: and thus limited 


somewhat the freedom of action in the Library field, the AD/CR proposed to phase 
the Library program as follows: 


Phase 1: the Consultants’ survey and evaluations, already completed. 


A Phase Il: the immediate program of implementation, covering activity 
between 1 June and 31 December 1958..Action .peesemtetinas 
y attachment in.evttineferm included the following: 1) 
& ide i 
“ge reorganization of reference service, 2) organization of 


a Automation Development Group, 3)storage and retrieval, 
| ad 4) modification of operational procedures, 5) publications 
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procurement, 6jadministration and 7) centralization of 


information reference service. 


Phase Il]:longer range program, including follow-up on Phase Uy 


sr Rerhed covered ~1960. 
el Aes for 1959-1960 


The DDI approved the Seiton proposed. The new administration of OCR had its sights 
set and goals outlined. It also had the added burden, as the AD/CR pointed out in 
the paper referred to above, of having 32 less ceiling positions than when the 
Consultants made their original recommendations. Merchremetred tobe corres; ste 


~ «impor. tant—events-wil |be~ “€tibsequently. 


{| gd of 1958 as—far—as—some—ef-—the-more--prac pcatmsugges thors~emenetes-from-she 


” ee aie, ee ca nmap R TET ag - 


a final paper, even—though written in 1959, is included here 


| to close out the discussion of the Library Consultants! Report Et ae on 
; da 


f aud ty Mah 
the action taken. This memorandum was from the AD/CR to the O01, 12 May 1959, setnjeete 
“A 


vt 


Progress Report on OCR Program to Implement Recommendations of the Consultants and 
e aut dil mot regu VOLachen, 
Task Teams. j The memorandum was for information only yo teesmeny-Tmportent 
ae NN yet Gia NRT etc IOP A 
ok 1 


$ 
kk, OCR Changes Attributable to Consultants! Task Team, Findings 


As a result okie formal program review, the June 1958 reorganization 
of the CIA Library included the following shecaasee! 

1. Reduction of personnel ceiling by 8 positions 

2. Increase in average grade level from GS-7.7 to GS-8.4 

3. Improved administrative and professional guidance within the 


fh 7 
vy Coverat] Library {organizational structure] 


4, Establishment of a Staff Assistant@ position to provide the 


grec Hearne RH 


cilone in. Lieu. of Depety-etvrerarenters;“were-estabttshed-graduatty, taxi 


; 
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CIA Librarian with support in coordinating internal library 


activities, and 
5. Strengthening Ot. reretence function-under a Chief Reference 


Librarian who also served as Division Deputy. 


Orga bebe 


Originally as an experiment by Task Team No. J in Januaryy 1958, a 


CS. ete 
Composite Group was i to handle fntel lofex runs in the Reference Branch 


of the Ga Library. The Group consisted of one representative each from the 


— 


Document Division (where the documents were indexed), the ZA Librar {where the 
Fy y 


documents were filed and reference service given from them) and from the Machine 


Division (where the Intellofax cards were filed and manipulated).The three persons 


more complete response, because each understood 
Tn ieo/ 
the problems of the other in the processing line. sr a after the arrangement 


the Criefs-of..the. three Divistorns“toncerned 


were able to give the requester a 


had been put on a more permanent basis, 
u 2, ee 
ab LORAR VETTE TH cs the term a pase Group ke, discarded in favor of the 


more appropriate ‘Intel lofax Reference Group. SeeTITES 


As-witll be seen througheut- the following peges; The new administration , 
modern fae ~ 
of OCR proceeded with vigor to investigate gaw techniques af information handling; z 
Bibi dom sh Oalek hav MM netey . 
to get the intelligence communi ty interested in coordinating programs ofthis 
™= C4 COU EG he bé 6 oni 4 
nabuse, and to gee Agency analysts, more cognizant of the benefits of such programs, 6 
ad apes chug efte¥ 


deas for impro 
14538 


alysis wetdiea urged be “sag ger Tre me Cpa’ 
A “gs it pies <6 tae ee vs femente) OCR, for exSmple, established a small 


in industry and government on a systematic basis and to plan applications of new 


equipment. The staff reported directly to OCR top management and was called the 


Automation Development Group (ADG). An example of analyst interest in OCR problems 


stems analysis of document handling in OCR from the point of view 


ey i? 


was a limited sy 


of one uerf{ an ONE staff member. 
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yw _'e ‘test.the sities of opéyating a consol ideted Machine | 
f “ vA en 


Divi sion, comp ri jane of 6 aphing sections the various ‘ocr Régisters, the 
wee 


ea 


machine section of IR was integrated with the M vache Division. 


— 


5. Early OCR Interest in Computers rz 
/4f eer Lrg 1Zy all 


The AD/CR recognized that OCR must explore-att possibilities. -of 


a” 

new equipment being developed with, potential for use in information. retrieval. 
prore: Stee A 

One of the most ener tang of these was the computer. He also recognized that OCR 


wubivels 
was not the only Agency component éhet could benefit from computer applications. 
thbrtport , 
On 22 August 1958, he forwarded a memorandum IS to the Deputy Director, Support, 


proposing that the Management Staff undertake an overall study of Agency 
ful 
computer needs, including feasibility of a Computer Center in the new building, 


in lieu of individual units in several parts thereof. 


25X1A © 25X1A 


To provide him with more practical knowledge of the use of 


computers for possible application to Agency information processing programs, x 
shore nereiend aries tnt” 25K 1A 


25X1A [sh SAmeazeR » was sent for. two years of special training at the 


25X1A ae appointed ke mae! See 
= Ger, ‘ vere 7 


[ss tC hief of the Document Di\ Division» tert Cbaag & ee 


a aaa Do cettt+t LAO LE ay ‘ 
The Department of Defense had contracted with the Eastman Kodak 25X1A 


Company for a system of adenetonetegraahh fetrieval called MINICARD. OCR had been 
interested in this system from the very beginning, particularly since some of the 


basic concepts were similar to those in the Intellofax System. A MINICARD system 


25X1A 
was delivered to OCR by [fin late 1958 and a large scale testing of the 


system began shortly thereafter under the guidance of the A@@———+- OCR dated 
KEW A Ate Uke - LONG cai pain ak ate ee affoul ke tating ae MyrcaR R 


fe oe ii 


“Seon T 
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6. Other OCR Activities, 1957 - 1958 
o5X1A At the request of [CSC~—“—SCSCSCSCSCSCSC*«dS RV @ EF thher 


- =... -_| the CIA Library dispatched one of its senior members in 1957 to study 


the needy for a station iaurace The latter recommended that a library be established 
and maintained there. On 15 February 1958 the first OCR librarian began her tour of 
duty there and remained three years. Two other OCR professional personnel were sent 
out on successive assignments before the need for a full-time professional libratian 
ceased in 1964. 

The Liaison Division was reorganized in April 1958 into a two-branch 
structures: a Liaison and a Collection Branch, Accordingly, the new Division was 
designated the Liaison and Collection Division (LCD). The Liaison Branch was to 
continue to maintain operational contact with other agencies. The Collection Branch, 
while concentrating primarily on non-IAC sources, was performing a direct collection 
activity by reporting new foreign positive intelligence available through contacts 
with professional government employees. International conference and trade fair 
coverage were also placed under this Seance” 

The Graphics Register, had originated photo interpretation work in 
OCR on a systematic basis, both because of customer demand for this type of service 
and because it bg the experienced staff to perform it. In the early 1950s, the DCI 
had iiesed oo aily of Photo Intelligence (PI) activities be prepared by an 
experienced outside consultant; he was escorted on his fact-finding tour by a GR 
staff patie’ ine a result of this study, a Photo Intelligence Division was establishe 
in ORR on 2 November iosn Ghent impetus was given the whole program by the U-2 a 
activities. OCR had also begun to organize a Branch in SR in 1956 ($R/X) with some 
key IR personnel detailed to de Branch later became the Statistical Branch of 
SR, then the separate Statistical Division. In July 1958, the Division was ies 


with sixty-two postions from OCR to the Photographic Intelligence Center (PIC). 
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In addition to handling documentary materials, OCR had another 
area of responsibilityy the collection of photographs and other graphics material 
in the Graphics Register. For years the collection of photographs through the 
facilities of the Foreign Service had been less than satisfactory, because sesonaibiic 
ity for field collection had been scattered among various personnel at each Foreign 
Service post. In October 1958 this was rectified by the establishment of the Graphics 
Coordinator Program described in the next Chapter. Furthermore, in January 1958, due 


to the increase of procurement facilities for photographs and films in thef | 


[__ area, GR established a vouchered domestic field position and attached it 


25X1A75 
administratively to the [7 ), al though under f-.-2: 4 


= a. 


During the years 1957-58, several DCID's and NSCED's of immediate 


concern to OCR were issued. Since most of these related to inter-agency matters, 


OGTR Support to Other Agencie 2. 


they are dealt with in Chapter X, 


The organization of OCR in August 1958 is reflected on Chart #2. 


Annual budget and manpower statistics are listed in Appendix C. 
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6. Other OCR Activities 


/ 
At ye request off 


| . 25X1A 
of its senior membé rs in 1957 to ey the needy Fame 
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fee Behe ts b wares, 
er tour of duty 


The Liaison Division was reorganized into al two-Pranch structure: 
a 


OX Liaison Bransh and a Collection Branch. Accordingly, the mew Division was 
My 
; designated the ene oane Collection Divisiom (LCD). The LiaisSen Branch was to 


Branch, while concentrating Pj imarily on non=IAC sources, was performing a direct 
by, epee) ancy foese Greate. / rig eae awailabte Hmong be contact, 
collection ec hena ; d nA d ade} fe 
Go welt pestesetonek ForinnmnL eye gets Tpcttew “ret Competence. gk ams uA  feancbuins 
Ad participation by the sourss Scot alse eloced Lorton” 2, Rrovnck, ; aad 


\ classified ones. As i aie cniie lane the of Fice\ of er | DCR had a natural 


A\"G war 
fune 1958. and r&celived DCI approval to mq 

4) * 4 

im amdpnt of its own ad sponsored \th\anslationsy\ 
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one ‘area, the reese of unclassified translations, 
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The Graphics Req Ster had originated ptioto interpr tation 
work in OCR on a systematic D4ésis, because it had 5 in this 
25X1A type of activity, and cusjomers who wanted such sérvice. 
feand a study of photo iffelligence (PI) activities; BFfepared for ‘the DCI 
at his request, Ay Pl pifision was eventually éstab{i shed in OCR, with such 
future leaders as Art fuundahl and starting things moving. 
Great impetus was given\ the whole programy by tne U-2 activities. OCR had 
also begun to organize ABranch in SR inf 19564 SR/XJwi th some key IR 
personnel detailed,to it he Branch _llater became the Statistical Branch 
in SR, then chk S ati st al Division. In ~ 1958, the Division was 


transferred with sixty-two po itions from DGR) to the Photographic Intelli- 
gence Center (PIC) .~ 


- 


; Te Gureliic Ke yet RAD Df guginc led. plyste wikerputateen 
Wore in OCR on & Ayden ales, oats: Soot. Re aide, of cuter? 
Anwar nal for ths Type Parle, ant decaui: “D/ drat Ve. Ly perinctd 
Matt de gucfown tt } On ML rank, 195 Ca “Une WI negested Aba a. 
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thoroughgoing analysis of OCR ky the new administration under the leader- 


25X1A 


ship of the recently appointed Assistant Director, [ 25X1 
The Assistant to the DDI (Planning), [sd was designated 


Chairman of an internal CIA Library Survey Committee on 22 August 


1956, and various components were asked to nominate representatives. 
The Committee te selected the following librarians to constitute the 
f 


25X1A 


25X1A 


The Committee prepared terms of reference and 


u suggested agenda; [ ORR, was appointed as escort 


25X1A for the consultants. 


25X1A 


Tne consultants spent wart of each of fifteen weeks studying the informa- 
tion activities of the Library and related operations in OCR. They inter- 
viewed research analysts, conducted sample tests and presented their 
final report to the DDI on 18 May 1957.4 : 

q part of 

The AD/CR (Andrews) pulled together 143 items from, the Consultants' 
Report, "Summary of Findings Requiring Action'' and commented on each 
ut the items in reporting to the por.“"In one of his memoranda to the DDI 
(7 June 1957), the AD/CR summarized his first impressions as follows: 


*the report by the Library Consultants is highly critical of OCR, its 


le ! Intelligence Subject Code, and its mechanized approach to the documentation 
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problem. It recommends that we (1) cease using microfilm aperture cards 
and go back to hard copy, (2) abandon the Intellofax System, and (3) expand 
the Intelligence Fublications Index into a monthly publication much like the 
Bibliography of Agriculture which should include 'all documents, books, and 
periodicals that make a substantive contribution’... . The specific 
criticisms ix this report are very disturbing. All but a few are at least 
partly valid and, though may serve only to underline and emphasize defects 
of which we were already aware and for which we were already trying to 


find cures, some of them do reveal weaknesses whose existence we did 


lege nt 


— ae 
not suspect.* "He offerad to follow through seriatim on the recommendations. 
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wnich, indeed, went beyond the Library per se and became involved in 
Re port of th 
virtually all aspects of central reference service. The “Library 
A 
Consultants Repert” which resulted from this survey marked a water- 
witS? 
siied in the development of OCR and was followed by a complete change 
in the top managerent of the Office. As will be seen, the report did not 


of itself generate many changes of major significance in OCR organiza- 


tion and operation, but it did serve as a point of departure for a 
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